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le -EECUTIVE SIKL iC

This report addresses the difficulties a rated officer will encounter

in pursuing a second career in acquisition management. The constraints

imposed on this type of career by the Aviation Career Incentive Act of

1974 (ACIA) and the requirements for special experience related to program

management are investigated.

Three basic questions are explored against the background of the de-

tails of the ACIA, the desired areas of experience deemed necessary for

program managers, and additional constraints of recent personnel policies

within the United States Air Force (USAF).

(1) Can a career in program management with the constraints of

the "gate system" be attained?

(2) If the career is possible, how should it be managed?

(3) Are rated officers really needed in progrma management?

It was determined that it is possible for a rated officer to make the

"gates" and begin a career in program management.

Due to the varied experiences desired, the changing requirements of

the progran m nagement field, and the time limitations imposed on the rated

officers by these directives and po icies, it was found the appropriate

level for managing this type of career would be the Major Command respon-

sible for acquisition management.

Although determined through the biased view of a rated author, the

d0.sirability of, and need for, rated officers in proran management was

confirmed.

Durin, the course of re!earchinG this subject a more severe constraint

on the utilization of rated officers in career areas ether than aircrew
ii



duties was surfaced. The rated officer in non-rated duties within the

USA? nay be non-existent within a couple of years 2,_ a result of the

many programts being implemented to reduce the current surplus of rated.

persoiel. It is strongly recommended that the justification for rated

officers in program management within the USA? be communicated to the

Department of Defense and Congress immediately before the unanswered

questioning of this issue eliminates the Possibility.
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SEM~ON I

I!4TRODUCTIUN

purvose

On 31 kaY, 19714, President iRichard AL. N~ixon signed into law, Public

Law 95-294. This Act is *ntitled the "Aviation Career Inceative Act of

1974" and is 1nown as the "gate system" for flight pay entitlem~ent. On

26 November, 1974, Deputy Secretary of Defense William P. Clements, Jr.

signed Department of Defense Directive Number 5000.23 entitled "System

Acquistion Management Careers" which establisb'd. the policy for the selec-

tion, training and career development of DOD personnel who are required

1
for the management of major defense systems acquisition. (6:1) The ob-I

jective of this study project is to determine if it is possible under

these directives and the services implementing procedures for a rated

United States Air Foxce officer to pursue a .;axeer in program maaement.

Three uestiosower

Thre qustins ereaddressed in the course of this research. First,

can a career in program management with the constraints of the "gate sys-

temt" be atta.LAed? Secoxd, if the career is possible, how should it be

managed? And lastly, are rated officers really needed in program manage-

Ment?

1Thii notation will be umed throuLjhout the report for sources of quota-
tions and major reftrences. If two nivibers separated by a colon rre used,
the first xn.er is tlhe source l.isted in -the biblio,-raphy and the secoAd is

th pil~ number in the referenco. sinte number ixdicatles aA interview,
brifin; o- liter sourcoe as listed in the bibiiocraphy,



• ..

The basic directives, the Aviation Career Incentive Act (ACIA) and

the Departaeat of Defense Directive (DODD) 5000.23, apply to all branches

of the Armed Services, however, this r..°ort concentrates oA the United

States Air Force (USAF) implementition and specific examples of career

patterns apply only to the USAF rated officer. General implications fez

the management of a rated officer's career may be applicable to the other

military services.

2



SECTION II

BACGROUND IC

The Aviation Career Incentive Act of 1974 has changed the rules under

which a rated officer is entitled to receive avibtion career incentive pay.

Prior to the enactment of this law a rated officer coxild receive flight

pay throughout his career in the USAF. The amount of flight pay author-

ized changed with total service but an officer could draw the maximum

flight pay for his grade and time in service until he retired from active

duty. An officer was not required to perform flying duties in his later

years. He could e excused from active flying and still draw full flight

pay. The AdA is a result of the conce7--A expressed by the news media axid I
Congres, for officers receiving flight pay and not flying.

ACIA specifies som- e'milestones" that a rated officer must attain in

order to receive continuous flight pay. If these milestones are succems-

fully met the maximum number of years amy officer can receive flight pay

is now 25. The "milestones" or "gates" as specified by ACIA are:

Section 301a (a) (4) "To be entitled to continuous
monthly incentive pay, an officer must perform the
prescribed operational flying duties (including flight
traiinm but excluding proficiency flying) for 6 of the
first 12, and 11 of the firbt 18 years of his aviation
service. However, if an officer performs the prescribed
operational 1lying duties (including flight traininAg but
exoludin6 proficiency flying) for at least 9 but less than
44 cZ the first 18 years of his aviation service, he will
be 4rtitled to continuous monthly incentive pav for the first
'e yeirs of his ,'.ficer service." k12)

The rated officer in the USAV must also remain a "viable" rated

resource. This has been interpreted to mean that the ratodc officer,

if servin;g in other thaA a ratQ duty, must be returned to rated duties

3



every three to five years. The requirement to remain, "Viable" is being

strictly e&forced by the LISA1' bilitazy P'ersonel Center (USAAPC).

The IJSAP also has a Career i,.aaemext Prsgram for all officers. 7The

objective as stated in Air Force L.2nual 36-23 is:

to ivsure sufficient a-ambers of highly qualified
officers are always available t3 assume Positions
of increasing responsibility and scope throughout
the Air Force and the Department of Defense. ir-
bodied in the career mana~emeat of the rated officer
is the opportunity to broaden his career into other
career areas throujh the "rated supplement". (1:4)

The rated supplement program embodies three catebories of rated officers:

some qualified to augment the force immediately in case of a contingency,

other3s that would need to go through .4 training course before they could

replace combat crews, and the controlled rotation portion which is a stabole

amount during peace and war to provide comitinuingj career development for

rated officers. The majority of the rated officers in acquisition MVAa&e-

meat at the present tim& in the USAF are in the second cateEgory, those

which would need to 'be trained before replacing combat crews.

Air Force Systems Command (AiSC) has been deeply involved in acquisi-

tion management throughc~ixt its history. The development and asaicment of

program inanagemont por3oxael within AK3C is a priiiary focus of their per-

sonnel policies which are structured in accordance with the 6 vuidanc~eI issuco. in DODD) 5000.23. To determine the types of experience considerei
most beneficial for potential pro~rar. maxa~ers, .. SCunder Project ACE

(Acquistion Cost Evaluation) surveyed by questionnaire eenior officer.s

who were connected w'th acquistion MaX-..jeiV.ent. The pro-amz sraxa~erl s

career devel(,-qent% was then structured in accordaince with the fin~lites

of this survey.

4



Caree DevloIgMat for ZU2 k.anagers

k~~. Following the publication of DODD W00.23, the services attempted to

determine what a career proresaion plan for potential program managers

should contain. Eithin the MSA09 AISC studied this career field and

determined some general types of experience deemed to be most essential

for a program management career.

Prior to publication of DODD) W0023, AFSC had initiated Project

ACE (Acqudstion Cost Evaluation). This study was conducted from 25 karch

1973 to 25 kay 1973 uxder the direction of kajor General Hlenry B. Kuoche-

man, Jr. The study found many "problems" which it reported.

These "problems" were not all "solved" in the original study and

mazy Xr the findings have since been studied further. ACE Finding 48

was concerned with the "Development of xperienced Program Joanagirs".

An outgrowth of this finding was an opinion survey conducted duriag

March 1974 of 167 officers from within I"C. Officers surveyed were

chosen from prograum manaers throughov.. the command an-d the Gnerale/

Colonels assi~xed to the coru.,ax6. Of those surveyed 8196 or 136 officers

* rerpoisdod Aoo the questionnaire. "The opinion survey was designed for the

siAGle purpose of dete*rmining the best methods for identification and

career development of those officers who have the potential for prob-ressioi

to responsible positions in acquisitiox nana4;emext." (4:3-4)

The results of this study were first published in I.ay 1974, am&t the

secoxd printinag now out is dated February 1975. it waz originally pub-

lished about a E'alf year prior Lo the release of D~ODD 5000.23.
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The experiences found most desirable follow (ia decreasing order of

import.ance) •

(1) System Program Office (SPU) assigmeat

(2) Masters degree

(3) Professional Military Fducation (M)

(4) Headquarters USAF

%5) Flying to meet gates for rated officers
(should be related to systems acquisition specialization
if possible)

(6) Second system program office assignment

(7) Research and Development assipment for nonrated officers

(8) Operational experience for nonrated officers

(9) SPO related assignment (Air Force Plant Representatives

Offico, Diputy for Engineering)

(10) Headquarters U SC (4148-49)

These reconimendations have been translated into broad areas 3f ex-

perience desired for the development of program managers within AF3C.

These general areas of ex perience are%

R & D Project Ylanagemext

Test and Evaluation

Operational

Procurement/Contract Administration/Production , Aagement

Financial '..aAagement

Command and Supervisory Bhperience

Headquarters USC/Air Staff

Program 'aaagement (3)

6



In addition to these broad experience areas, sore education and

training was determined to be desirable. Responses to the questionnaire

used to support Project ACE Finding 48 found there was overwhelmin, support

for the masters degree level of education, with an even split between en-

gineering and management as the preferred discipline. (4:12) As noted in

the general areas of ,:perience, education in the procurement or financial

management areas w'ould be desirable. Specialized education in proz-am

management is a requirement for major system Program kanagers as stated

in DODD 5000.23.

All major system Prob'am l anaier candidates should
have professional education at the Defense Systems
Management School's Program iYanagement Course (M1C)
or Executive Refresher Course (122%), eiti.-r before
or shortly following assignment to a major prograr.
office. (6:3)

Imipi.ations of the Aviation Career Incentive Act

The Aviation Career Incentive Act of 1974 (ACIA) hes placed an addi-

tional constraint on the rated officer who is considering a career in

program management. The rated officer must successfully complete several

"milestonem" required by this legislation. The primary "milestones" or

"gates" required by this bill are to complete 6 years of operational fly-

ing in the first 12 years of aviation service. (12)

At the second "gate", the 18 year point, the number o--' years of

operational flying deterrines how rany years the rated officer will re-

ceive aviation career incentive (fli~ht) paj. if the officer completes 9

years he will receive flight pay through 22 years of officer service. If

he completes 11 years he will receive flight pay throu&h 25 years of

7
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officer service.

Operational flying is differentiated from proficiency flying and is

basically that flying performed while serving in assigments in which

basic flying skills normally are maintained, ie an eaircrew. Proficiency

flying is that performed while serving in a job which does not require

flying ekills - arch as duties in staff positions and other duties as

attendance at a professional school or an advanced academic degree program.

Within the UAI', the Military Personnel C enter (USAWPC) has adlded a

requirement that all rated officers must remain "viable". Viable as de-

fined by the USARPC means the rated officer must return to cockpit

duties every three to five years. This "viability" is currently being

strictly enforced by the USAF. (2)

A possible methcd to reliev, the effect of the ACIA with its "gate

system" on getting rated officers into some jobs wAich do not require

"operational flying" is to request legislative relief. However, it does

not appear that this approach would be favorably received by Congress.

As mentioned earlier, it seems this legislation was a result of the con-

cern im Congress for the number of officers receiving continuous flight

pay and not flying. A part of the ACIA bill is a requirement for the

Secretary of Defense to report specific items to the Conheress by July 1

of each year as follows:

(e) 'The Secretary of Defense shall report to Congress
before July I each year the number of rated members

by pay Grade who -
"(1) have 12 or 18 years of aviation service, and

of those numbers, the number who are entitled
to tontinuous monthly incentive pay under sub-

section (a) of this secticahand
"(2) are perforaing operational fying duties, pro-

ficiecy flying, and those sot performing fly-

ing duties.". k.12)

8



reportin appears to0 cogYThis reporti appears to strengthen the resolve of Congress to en-

force this bill.

The Air Force Vagazie repor-ted that while Congress was working over

the IY 76 budget it :'it the services hz-rd on flying costs. The Selate

Appropriations Committee was quoted in languae adopted by the eatire

Senate as stating:

its "long-tem goal is to eliminate proficiency flying
and achieve the associated economics not only in flying
hour and maintenance costs, but the economics that would
result from not taking away from an individual's primary
duties for proficiency flying." (8:59)

"Legislative relief" does not appear to be a feasible alternative at the

present time.

Additional Career Constraints

In addition to the career constraints imposed on a rated officer by

the "gate system" ezd the experience desired for a program manager, other

limitations on how and when an officer can transfer must be considered. If

the officer attends the Air Force Institute of Technology (IF.IT) to obtain

an advanced academic degree, either iA residence at AKiT or at a civilian

institution under AFIT sponsorship, he will receive a directed duty assign-

ment into a field which will use the degree for a period of t}ree to four

years. This directed duty coupled with the length of the '%YIT schooling,

twelve to twenty-four months, will impose a definite limitation on the

officer's career.

Two recent developments will also effect the rated officer's career

"mobility" in the future. is a, result of the high cost of ovizG people,

the USAF is attemptind to lendtael the tours of its personnel. As aai 9
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example of this, the current policy is the USAP is that an individual can

be moved vAea he has over two years in an aseAinmeat, however, USARIPC in

screening all requests for transfer of anyone with lens than three years

jn statiea. This screeniag was not an actively pursuad ia the recent

past.

The other policy which will have a definite effect on "'mobility" is

Ust new system for the USAF Officer Effectiveness Report. Thiz system

imposes a "quota" on the number of officers within a grade level that cam

receive a "top" rating. This new ratiAg system will have to be a major con-

sideration for any office): who plans to move or broaden his experience.

A number of moves at inopportune career points, resulting in a "new kid

on the block" effectiveness rating, ie a 'good guy' but not up-to-speed

in this new area, will have to be considered by all officers in contem-

plating a move. This should also be consiared by those who are monitoring

the career of the officer. Career broadening is desirable for a career,

but a move at the wrong time could conceivably be more harmful under this

new "quota" system.

A last consideration is when or how should a rated, officer's career

be structured to meet his "gates" and get the desired program management

experience. A recommeidation of the ACE Finding 48 study was:

Rated officers identified for potential progression to
level acquisitios rtaagiment positions should spend all

nonflyinj tours in assijnments d' ectly related to
acquisition R.aAgem~et. The moi% desirable the assi&n-
meat, the better.
The available tine in supplem~ent tours (7 years in the
first 18 yeprs of servire) should be split between junior
and intermidiate levels with an intervening rated tour or
tourn. Alterative -ethods of obtaining desirable ex-
perience and qua_f'c-.tions (e. ., relevant off duty
education and corrvpodence I.E) should be encouraged. k4:48)

10



This recommendation noted that there are seven year available in the

first eoitteea years of aviation service to accomplish the desired career

development areas. However, education and training riouremoents take tiae,

e.g., 12-24 months for an advanced acag.rAic degree plus additional %iae

!or B. Although this recommendation encouraged atteniing AE by corre-

spondence, the selection procedure used in the USAF to determine those

officers deemed to be qualiL.ad for W1 leads one to conclude it would be

in the officer's best interest to attend in residence any IhE course he is

selected for. PME attendance in the first 18 years should include the

Squadron Officers Course, 3-4 months of "non-gate" time, and an inter-

mediate school, 6-12 months of "non-gate" time. The intermediate schools

could be: Air Coimand and Staff (ACSC), 12 months; Armed Forces Staff

College, 6 months; the Defense Systems Management School (DSYs), 6 months;

another service's school; or perhaps two of these ixtermediate level courses.

DSUS, a requirement for a program maxaar's career, can replace another

intermediate level school, but normally an officer selected to attend

an intermediate school and SiS attends both. ThUs could mean up to

18 months of "non-gate" time for intermediate level PWE.

A Rated Program Nanaer Career?

In answer to the first question, it is possible for a rated officer

to meet his flyinZ Sates and accomplish a portion of the career develop-

meat desired for a program maaser. Appendix I depicts 3 possible career

patterns and many other variations are possible.

The first career pattern assumes an officer ',,ith an advanced

academic de-ree, masters or equivalent, obtained either prior to flight

11



tr~zing or during off-duty time. This patters show the first six years

in operationa flying duties, the next four years in Research and Develop- j

* usent or acquisition management related &'3ioal then a five year tour in

-. 11lyixg duties, This would complete 11 years of rated "gate" time and

there would still be time for the officer to ai taid M (D3.S a good

possibility) eAroute back to acquisition management duties.

The second patterx, assumaes as officer without a masters degree. This

*pattern has the first 6 years again speat ix operatiouval flying duties,

the next assignment in AAIT followed by a tour in R & D/acquiaition

mna-emost related dlitiaa returning to operational flying at the eleventh

year. A flying tour then of 3 years followed by a ANE tour and return

to R & D type duties would get -.he rated officer t hrough 9 years of

operational flying and entitle hiia to continuous flight pay through the

22nd year.

The third pattern -Iso includes obtaining an advanced academic

degree. This pattern show the first 6 years in operational flying, the

next four years in APIT and R & D related duties, returning to operation-

&I flying dutie', after the 10th year and finishing IW2 (other than DSILS)

during this period but remaining in operational flying &atios until com-

pleting the 16th year. Ints would enable the officer to1 attend DWS on

hiz -way back to R~ & .0 and have 11 years of operational flying credit.

As an alternative, the operational flying following the first ?:E course

could be inl an AFC Test and Evaluation or~anization where the experience

would then be in that desired for p.-obra Jx&xa4;ement and still be an

operational flyi,S tour.

The rated of ficirs ix AI'SC which occupy the m~ajority of the operation-

al flying, positioxns at the test centers are test pil-)ts. Test pilots can

12



and should be used in the pregram management career field. Their utili-

sation in this area is the subject of another study by Lt. Col John

:hoeppner, a student in DSMS '-WC 76-1. There are however, operational

flying positions within AFSC which car. be filled by a rated officer who

is not a test pilct.

I ~ Career k.anagemen't Level?

USAWPC is responsible for managing the careers of all officers in

the USAF up to and including the Lieutenant Colonel rank. A part of

USAR%PC is dedicated to managing the rated officer force. This rated

force Tianagement includes the "rated supplement". The rated supplement

is made up of rated officers occupying positions in non-rated duties.
Although the careers of all rated officers in the USAF and the overage

are managed by USAR.PC, the program/acuisition management officer's

careers are currently managed at the MAJO0;, AFSO, level. A system which

could identify rated officers with potential for acquisition management,

look after thuir return to flying duties, place them i,, career growth

positions, and monitor their progress would certainly be a great help

towards ensuring the proper utilization of these officers.

"he identification of potential pro6ran managers in the Captain to

Lieutenant Colonel ranks has been considered not only possible but a

recommended nethod of identifying officers to insure their career develop-

net in the manner desired for acquisition managers. (4:3-5, 48) It seems

that with the overwhelming numbers of officers which must be tracked

V through the personnel system at U3Ak.rC the best control of this relatively

small nuber of officers in acquisition n.neent would be at the i,.AJCC>



level. This level could keep up with the chauging requirements in the

career patterns, and be able to respond in a timely manner to the needs

of program management.

The management of the career of the rated officer in acquisition

management should be in the same manner as other officers in this field,

with'his return to rated duties being governed by USAF policy, but

manag by the !.V COK responsible for the careers of the acquisition/

program manager. Following the completion of the required tour of op-

erational flying the rated office." should be returned to the LAJCCI fce

assignment in the program management career field.

Need For Rated E ertise?

The third question was intentionally left until last. If the

answer was no--the rest of the report would 'e meaningless. This is

the question--are rated officers really needed in program management?

This question addresses an area which has been generally accepted, but

never really studied or defended. The JSAF, being the service that

"flies", has expected rated officers to be in all phases of Air Force

leadership and the need for a rated officer in a management position has

been generally accepted.

Weapon s.,stems developmients in the USAF are in many instances direct-

ly related to the flying mission. The involvenent of the user co~mands

in specifying the requirements for a weapons system has been emphasized

in many classes on pro&-a manaEe.ent. The essential of evaluatLnj

chanaes in performaace or requirements would seerr to be best accomplished

by the active involvement of people with operational expertise in a siirivlr
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system. One author noted:

The le.ck of fighter pilots in AISC creates problem
for the Air Force and for the Tactical Air Command in
that the rated positions involved in the development of
tactical weapon systems are not being filled by currently
qualified fighter pilots, and many of the position- are
not even filled by fighter pilots. (10:85)

Somo examples of development problems were cited by this author with

one being highlighted that occurred with a warning device ,vr an air-

craft--

The problem developed because the operational personnel
who submitted the requirement for a minimum range did
not realize that from an antenna design viewpoint they
were driving peak detection range to unacceptable limits.
The technical experts, who very early in the desigm phase
understood what the df.tection ran,,;e '.4uld be, did not
realize the operational implicatos. 010:85-06)

This type of misunderstanding might h;.ve b,'en avoided if aa operation-

ally experienced man had been involved. Certainly there are additional

examples of not really knowing what the user wanted but desitming the

assumed system- tM the .,tmost degree of sophistication.

The extreme ingenuity of this system rather blinds one
to its utter uselessness. (11:32)

In support of having rated officers in program management, their

operational experience would contribute expertise to the program office,

A study on effective management in project management type organizations

by Dr. H. J. Thamhain and Dr. D. L. Wileman found the influence methods

used by project managers to gain support from project personnel included

expertise.

'LTaken together, project nanagers feel that they can
enhance the support received from subordinates and
assiGned project personnel if they eiphasize work
challenge, expertise, and formal authority. (13:33)
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II
A limitation on the use of expertise by project managers is also noted:

Thee results indicate that expertise axO authority
aassir the project manager in gaining 3upport from
prova.t personnel if the personnel respect the manager's
expertise and believe he has authority which has been
properly delegated. On the other hand, it appears that
if project manaters overly emphasize their own expertise
and stress their authority as a primary influence method,
conflict tends to increase. (13:38)

This leads to the conclusion:

Project managers need to use their expertise judiciously.
If overused, it can be detrimental and demotivating to
project participants since it nay discount their contri-
bution; expertise which is wisely used can be important in
developing respect and support for project'managers. (13:3'1)

Expertise is a useful influence base for project management suoject

to the limitations of most styles--use it wisely!

The most outspoken support of the x.ted officer in program manage.,ent

was found in the Project ACE Finding 48:

The unquestioned desirability of rated officers in proram
management was frequently rentioned. In addition to the
obvious need for related operational experience, many officers
mentioned another characteristic of rated duty that carries
over to acquisition management. As a group, rated officers
have a talent for decision making under uncertminity. Al-
though academic courses can be taken in decision theory
under ,.'ncertainity or with limited information, mana6ement
directors who were interviewed valued the emergency reaction
capability to make potential life and death decisions that
comes with rated crew duties and training. (4:14)

In this fast moving world of program management, there may be a trait

in addition to operational expertise, which can be found in the rated

officer that would enhance his contribution to this management area.

hith the current emphasis of "credibility", particularly in

defending weapon systems acquisitions before Congressional committees,

can the USAF maintRin its credibility Pnd have other than a rated officer

.Lna.'e and defend its aircraft/airborne systens to the public?

16



It is this author's conclusion-- biased as it probably is, but support-

ed by these references-- that a rated officer is needed in program manage-

ment in the Air Force and can contribute in many positive ways to the

effective management of weapon systems acquisitions.

The Real Problem!

While researching this subject a briefing was attended which high-

lighted an even bigger problem to getting rated officers into program

management, or for that ratter, any field other than operational flying.

The guidance issued by the Depzrtment of.Defense to be used in this cycle

of the Planning, Programming, Budgel System (PPBS) for submitting the

USAF Program Objective liemorandum (10i) for the bY 78 budget has elimin-

ated the possibility of justifying, or explaining, any rated officers in

a "rated supplement" type of job. The USAF currently has about 5500 rated

officers ..n the drawdown portion of the rated supplement, those that would

need to be trained before they could replace a crewiember that was in com-

bat, and of that number about 2500 are in AFSC. The overall number does

reflect a surplus of rated officers in this category which if eliminated

would bring AFSC's share of the rated supplemen down to approximately

1500 rated officers. The DOD guidance to eliminate the supplement com-

pletely will reduce A.FSO's rated officer artharizations by approxiiaately

this number, .ost program management offices do not have "operational

flyini" positions. Therefore, this could preclude a rated officer from

enterinE the proCra r anarement field until the 18-20 year point in his

career. The guidance on personnel manageaent contained in DCDD 5000.27

is very explicit on the use of this type individual in pro~rza mau , n-ent.
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Colonils/Captains or civilian equivalents should not be
considered for assigruient as Program Managers unless they
have had program i2nr.i-ement or system acquisition eperience,
to include one or more assignments to a program office. (6:4)

The USAF has implemented plans to reduce/eliminate the surplus number

of rated officers currently in the personnel inventory. Fx.rly releases

from duty for some pilots, removal from flying status for those officers

within two years of an established date of separation, and a reduction in

the number of pilot and navigator training graduates are some of the pro-

grams being used to pare down this rated surplus. The reduction in the

number of officers being trained is significant enough that within a min-

imum number of years, appoximately two, the number of rated officers on

duty will be equal to, or below, the number of operational flying positions

projected for the USAF persionnel structire. This reduction will eliminate

the "rated supplement" and does appear to be a solution for eliminating I
the rated officer surplus. A discussion of these programs and their im-

pacts is contained in the April 1976 issue of Air Force Lagazine. (8:56-59)

The significance of these rlans to reducing the number of rated officers

in the program management career field is obvious. Without a Justification

supporting the need for rated officers in this field there will be no way

to obtain rated officers until completion of their operational flying

career. As indicated earlier in this paper, it does not appqar that the

need for, asuibiiment of, or value to, a program management office of a

rated officer has ever been questioned. Now Congress through passing the

ACIA with its reporting provisions, and its expressed disdain for pro-

ficiency flying, has questioned this issue. DOD has responded by issuing

uidance which eliminates the currently used justification for having some

rated officer3 in "non-rated duties", e.g. eli-tinate the rat!d suppleient,
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the--eb.i it has also questioned this issue. The USAF, and AFSC in particu-

lar, need to jus ify retainine, rated officers in the program management

field now; or the unanswered questions Dill eliminate the possibility.

A first step must be made within AFSC to justify at least a nominal

percentage of its officer strength as requiring rated expertise. The

changing needs of project offices for rated expertise may preclude ever

justifying specific positions as requiring a rated officer. However, an

interest in, and justification of, the rated career in program management

must be communicated by AFSC and the USAF to DOD and Congress imLiediately

or the rated officer in program managemeht will become extinct.

19 I
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C2C,USION a

The generel areas of desired experience which have been determined

to be necessary for the training of potential program nanagers in the

USAF were used as a basis for evaluating the career plan for a rated

officer.

The ACIA, with its system of "gates", will remain as a limitation

on the career opportunities for a rated officer in tae future. The thought

of suggesting legislative relief for this career is posed, but determined

not to be a feasible alternative at this time.

Against the background of the details of the ACIA, the areas of ex-

perience and trainir.g courses necessary for program managers, and the

additional constraints of recent USAF personnel policy actions, the

following conclusions were determined.

(1) It is possible for a rated officer to meet his flying

"gates" requirements and also begin his career develop-

ment for a second career in program management. Three

possible career patterns were discussed for officers with

varying training needs.

(2) The management of the career of the rated officer in

acquisition management should be in the same manner as

other officers in this field. His return to rated duties

would be g3verned by USAF policy, but the timing manaaed

by the iMAJCCI% responsible for the careers of the acquisi-

tion/proram manager.

(3) As determined through the biased view of a rated author,
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the rated cfficer is needed in program management in

the USAF and can contribute in many positive ways to the.

effective management of -vapon systems acquisitions.

During the course of researching this subject a more severe con-

straint on the utilization of rated officers in career areas other than

aircrew duties was surfaced. The rated officer in non-rated duties

within the USAP may be non-existent within a couple of years as a result

of the many programs being implemented to reduce the current surplus of

rated personnel. It is suggested that a first step be made within AFSC

to justify at least a nominal percentaWe of its officer strength as re-

quiring rated officer expertise. An interest in, and justification for,.

the rated officer in program management must then be communicated by the

USAF to the DOD and Congress immediately or the rated officer in program

management will become extinct!
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AFPDIX I: CARER PATTEMW

Pattern I

FLy . O . FLY .
0- ------6-0--- 1 5=1 6--

11 years flying, 6 years R&D, 1 year ME.

Pittern 11

1/ 11FY 4 ,-- R&

9 years flying, 3 years degrie and ME, 6 years RD.

Pattern III

FLYFL 71 E..FL_ RD

0------~ 6 -L& 10------~ 6 SSL&

11 years flying, 31 years degree an A , 3+ years R&D.
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